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Abstract

A healthy work environment is an essential part of

a nurse's professional practice.

Providing nurses access to resources to understand the importance of a healthy work
environment should be present in healthcare organizations. After evaluating a Radiology
Department at alarge hospital in the Midwest, the themes of communication,

collaboration, and authentic leadership were revealed as areas to be improved upon for
this work environment. Not only will these themes contribute to the worþlace as well

as

providing effective patient care. The American Association of Critical-Care Nurses

(AACN) Standards for Establishing and Sustaining Healthy'Work Environments (Barden,
2005;2016) and Martha Rogers' (1970) Theory of Unitary Human Beings guided this
project to create a culture change in a Radiology Department aimed at fostering a healthy

work environment. This project will be guided by a metaphor demonstrating the
importance of a healthy work environment; the metaphor uses geese flying together to
represent a healthy work environment as there are many lessons that can be learned from

geese. Finally, there is a thorough exploration in how nursing leadership can support a
healthy work environment.

Keywords: authentic leadership, collaboration, communication, Magnet@
essentials, work environment
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Developing a Healthy Work Environment for Radiology Nurses Through Metaphor

Chapter One: Introduction
Creating healthy work environments within healthcare settings can be

challenging. In a Diagnostic Outpatient Radiology Department in a large Midwest
healthcare system, the challenge of maintaining a healthy work environment is an
ongoing effort. Barriers to a healthy work environment in the Radiology Department
include communication breakdowns among staff and between nurse mentors and nsw
nurses orientating to the department, stress from inadequate staffing, lack of visual

leadership, differences in work ethic, and conflict resolution. The shortage of nurses has
been predicted years ago as "a shortage of400,000 registered nurses is expected by

2020'(Shirey, 2006). Overcoming these barriers and promoting an effective style of
leadership in the Radiology Department is important to retaining nurses and providing
safe quality care to patients. The American Association of Critical-Care Nurses

(AACN)

Standards for Establishing and Sustaining Healthy Work Environments (Barden,2016)
and Martha Rogers (1970) Theory of Unitary Human Being guided this project to create

culture change in a Radiology Department aimed at fostering a healthy work

envronment.
Communication is the foundation for providing effective patient care. A
challenge in a multidisciplinary Radiology Department is establishing different

communication methods by knowing who to communicate with, when, and how. There
are other nurses, radiologists, radiology technologists, and clinical assistants working to

support staff s roles within the department. Other challenges include current nursing
shortage resulting from retirements, hiring freezes, and internal position changes within
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this department. Consequently, the staffing shortage has led to lack of nurses which has
increased workloads for current nursing

staff. Supervisors

are busy

with meetings and

interviewing candidates for open positions, which results in less time to be visually
present each day and witness the work environment of the department. The shortages in

staffing pressured nurses to feel the need to work quickly and without breaks, causing
decreased attention to patient's needs and to one another. However, not every nurse
shares the value of

working swiftly and less than prompt accomplishment of tasks is often

blamed for slowing the entire care processes down.
The role and responsibilities of nurses in the Radiology Department are to assess
patients promptly and efficiently to provide safe exams, but the identified challenges

listed above can contribute to low morale in the Radiology Department. In addition,
radiology technologists have taken over some of the tasks that nurses have done in the
past, like injecting contrast media. This change in practice has contributed to a loss

of

relationship between nurses and radiology technologists and added to the stress of nurses

in the Radiology Department. Many of these issues that have caused an unhealthy work
environment in the department can be related and addressed by the American Association

of Critical-Care Nurses (AACN) Standards for Establishing and Sustaining Healthy Work
Environments (Barden, 2005; 2016).

According to the AACN (2016), there are six criteria that provide a benchmark to
measure the performance of a work

unit. The six criteria that comprise

the healthy work

environment standards include skilled communication, true collaboration, effective
decision-making, appropriate staffing, meaningful recognition, and authentic leadership.
The AACN defined a healthy work environment "as a work setting in which structures

3
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are designed so that nurses can achieve

two outcomes: 1) Meet organizational objectives

and2) Achieve personal satisfaction in their work" (Schmalenberg & Kramer, 2007, p.

459). When the AACN standards are met, the nurse is more apt to achieve organizational
and personal satisfaction at

work. A healthy work environment should provide

a safe

worþlace that allows the nurse to be productive, competent and supported to provide
excellent care to patients.

Healthy work environments need to be created as well as maintained in the
healthcare setting. Ultimately, the work environment can greatly affect the nurse's ability
to provide quality care to patients. In addition, the state of the worþlace can influence
other healthcare workers in which nurses work alongside. Therefore, it is significant to

find ways to improve the work environment in order to provide favorable outcomes for
all healthcare staff. Thus, the domain of nurses in a Radiology Department would benefit
from an improved work environment by utilizing the AACN Healthy Work Environment
Standards and Martha Rogers' (1970) Theory of Unitary Human Beings.

Background
The Radiology Department provides computenzed tomography (CT) and
magnetic resonance (MR) imaging to patients. Nurses screen patients for safety and
administer contrast media to enhance imaging. Allergies to contrast media, safety
screening for magnetic resonance imaging, and ensuring the patient's physical safety

during radiology exams are a few examples of the nurse's responsibilities. Nurses work

in collaboration with clinical assistants, radiology technologists, and radiologists as well
as patients

in order to ensure the correct exam is completed safely, which can be

challenging. Together the radiology employees work as a team caring for patients.

4
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Historically, nurses working in the Radiology Department have had

a

difficult

time finding ìways to communicate with each other. The environment is fast paced and
assembly

line drivento prepare patients for diagnostic imaging. Communication is a

highly valued skill in this context,

as

it can turn into

a game

of telephone trying to

decipher a patient's particular needs and health information, which often requires

multiple verbal or electronic handoffs. Often information is misunderstood or never
reaches its intended

party. Hence, there is a need for educating nurses about the

importance of communication and opportunities to further develop communication skills
essential to this highly specialized care setting.

The Radiology Department has experienced a significant turnover of nurses in the
recent years. Nurses have left for a variety of reasons including scheduling problems,
needing a change in leadership, or progression of their career. The significant turnover
has led to an unhealthy

work environment. V/ith many novice nurses joining the team,

these nurses need an established orientation and education that

will support and guide

nurses to be prepared and competent nurses. However, novice nurses feel frustrated

when given conflicting information about how to complete a task. Having consistent
preceptors available for novice nurses will ensure consistency in teaching. Developing a
group of experienced nurses to be preceptors will contribute to providing a clear and
concise orientation for novice nurses.
The radiology practice is always changing, and it can be difficult to keep up with

all the updates in practice. Nursing protocols and guidelines are updated frequently

as

new information is discovered in the research of radiology exams. With novice nurses
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joining the team, it is essential that up-to-date information is shared; however, how
information is educated tends to vary from mentor to mentor'
Hence, a healthy work environment

will commence with competent staff and

eventually appropriate staffing. Adequate staffing and skilled nursing care amongst
novice nurses will lead to an increased morale for nurses. Adequate staffing will allow
nurses to spend time needed with patients, take regular breaks, be granted time off, have

time to work on projects to improve practice, all of which will lead to a balanced work

life.
Meaningful recognition is an important part of any profession. Nurses typically
do not seek praise but rather appreciate recognition. A downfall of current nursing
practice is the lack of support and praise from fellow nurses.

'When

a mistake is made,

nurses often respond by informing the guilty nurse of the error; but they rarely

acknowledge tasks done correctly. In addition, when efforts are taken to go above and
beyond the basic level of care needed for a patient, there is lack of recognition. As
nurses, we often take extra time to make patients comfortable, for example, taking time to

explain an exam, getting a warm blanket, or just being an ear to listen, nurses provide
comfort to patients. To conclude, the underlying problem of recognition is nurses

working an increased workload due to staffing issues and not having enough time to
witness and acknowledge each other's efforts. Radiology nurses work in multiple areas
increasing the difficulty to see and acknowledge one another. As a result, the Radiology
Department at alarge hospital in the Midwest brought in specialists from the Office of
Leadership and Organi zatíonal Development (OLOD) to work with staff regarding issues
connected with low morale.

6

DEVELOPING A HEALTHY WORK ENVIRONMENT

The meetings conducted by the OLOD specialists were called Engagement
Sessions that occurred on the fourth Friday of the month from 6:30 am to 8:00 am. There

was a total of six sessions. The patient appointment calendars were blocked for nurses in
order to attend these meetings. Yet problems resulted, there were nurses that had to stay
behind or leave early to help meet patient needs. Radiologists were not always willing or
able to understand why the schedules were blocked to allow this time for nursing staff to

meet. Because of the inability of all Radiology Department nurses to attend these
Engagement Sessions, ways of communicating were needed to share the information with

everyone. The nurses that could attend helped spread the word of what was shared at the
sessions through emails that summarized the meetings.

The purpose of these meetings was to improve the relationships among nurses as

well as with the nursing leadership team. A vision was developed and goals were set to
make the Radiology Department the premiere destination for individuals seeking a

professional career in nursing. Radiology nursing includes a variety of specialties that

provide a nurse with opportunities for career changes within the department. The vision
of the department is part of a recruitment tool to attract nurses to the Radiology
Department for career opportunities offered. This vision statement is repeated at the

beginning of each staff meeting to reinforce the need for change. Concepts of
professionalism were shared, along with what it means to be an engaged employee. With
these tools in hand, nurses were asked to reflect on changes they needed

in order to

develop professionally. In addition, time was spent on relationship building. In small
groups ideas were written down describing the barriers of trust, currently present. As a
large group barriers of trust were discussed and strategies of how they might be overcome
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were explored. A challenge was given to the group to reflect on what changes they could
make individually to improve the relationships with coworkers. A reflection question
was offered for the next session asking how to increase trust between different work

groups. The top three ways to increase trust within the team based on feedback was
communication, clear expectations, and presence and visibility.
The importance of communication was further explored by the nurses. Nursing
staff wanted to know concerns were being addressed when brought to supervisors. It was
expressed that email responses or in person updates were appreciated to know there was
progress being made. Lessons from this session included: assume the best intent and

offer blameless apologies. When working in an unpredictable environment, nurses tend
to make assumptions about what others are doing when they are not visually present. It
was concluded that one should assume the best intent; the nurse is probably of service to
a

patient. Nurses deserve to have the best intentions in mind unless proven otherwise.

Living in a society where mistakes are coÍrmonly blamed on an individual, it is important
that nurses do their best to avoid blame.

If a mistake is made, offer a blameless apology

and correct the problem. For example, a patient is being prepared for a CT scan, and the
nurse starts a peripheral intravenous (PIV) catheter for the contrast media that is the

wrong size. The next nurse to see the patient has a choice to say to the patient that the
prior nurse made a mistake or explain the PIV is too small and another one will need to
be started. The second nurse needs to verbally communicate with the first nurse that the

PIV did not work for the exam. The example provides support for fellow nurses and
encourages a healthy work environment.

8
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Presence and

visibility were discussed regarding nursing supervisors. There are

three nursing supervisors in the Diagnostic Radiology Practice. Each nursing supervisor
has areas they are responsible for and a specific staff group in which they are assigned.

The nursing supervisors have numerous leadership meetings to attend to ensure nursing is
represented in decision-making. The nursing supervisors are available via text paging
and email to help communication between the supervisor and

staff. However, nursing

supervisors agreed to make an effort to round daily in the Radiology Department and be
present for questions at that time.

Another topic discussed at the Engagement Sessions was developing respectful
and trusting relationships with other nurses and nursing leadership. Developing a trusting

environment to promote and enhance teamwork is essential for improving the worþlace'

A concept that arose from dialogue was having situational awareness of the nurses
around one helps one to understand the big picture. For example, paying attention to the
nurses near one that may be caring for a patient that is having a difficult PIV start. Being
aware that another nurse had to step away in order to help another, one should make sure
at least one nurse is available to the patients. Developing situational awareness may help
one understand what other nurses are dealing with and promote empathy. Having a
change in attitude to promote a respectful work place could make a difference.

Making simple changes in the attitude one brings to work can assist in the day
running smoothly. Coming to work with a positive attitude contributes to a respectful

work environment. Being accountable for one's actions helps to produce trusting
relationships with other nurses. Overall, the purpose of these Engagement Sessions was
to begin a conversation about improving the work environment in the Radiology
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Department and taking accountability in what each nurse could influence and change.
The Engagement Sessions provided information on professionalism and engaging others
to

join

the journey

in solidarity for a healthier work environment. Building on these

Engagement Sessions by introducing the AACN's Healthy V/ork Environment Standards
has provided a platform to discuss these topics of communication further

with nurses

(Barden,20L6).
Currently, there is a gap between the Engagement Sessions ending and lack of

follow up activities. Some saw the problem lying within the interdisciplinary team
members and the interaction between these groups. One topic that was not discussed as

fully was accountability. The Engagement Sessions identified what the individual can do
to change the environment, but not the ultimate responsibility that is needed to be
accountable for these individual actions. To put it briefly, there is additional work and

follow up that is required to maintain momentum of creating

a healthy

work environment

in the Radiology Department.
Purpose
The AACN created standards for establishing and maintaining a healthy work
environment in response to the growing concern voiced by nurses, much like the voices

of nurses in the Radiology Department, about the deterioration of the healthcare work
environment (Barden ,2016). Each of the AACN standards, previously mentioned, is
important in developing and sustaining a healthy work environment. The AACN created
these standards from a nine-person panel and extensive research in acute and critical care

settings. The standards were then reviewed and validated by 50 experts from a variety of
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backgrounds in nursing. The standards are used to help identify characteristics of a
healthy work environment and maintain optimal work conditions.

A healthy work environment can be defined in

a

variety of ways based on the

context of the environment. When used within nursing context, "the AACN standards
define healthy as productive and satisfying" (Schmalenberg & Kramer, 2007 , p'

a6\'

However, each employee could have different interpretations to what a productive and
satisfying day entails. Caruana (2008) provided a detailed definition of a healthy work
environment including satisfaction with job, low turnover, low involuntary overtime
rates, and perceptions of a healthy work-life balance.

With a variety of definitions of

what a healthy work environment is, further research will help n¿urow down criteria
proven to effect work environments.
Measures can be taken to improve morale in the

low morale. By using

the

worþlace identified with having

AACN Standards for Establishing and Sustaining Healthy

Work Environments, ahealthy work environment can be actualized (Barden, 2016). The
Healthy Work Environment Standards establish criteria for an improved worþlace that
can be applied to a radiology department. These standards could be introduced along

with

a

metaphor. The Nursing Flock Metaphor will introduce the concepts of a healthy

work environment and "Lessons from the Geese" (Russell, 1993) to assist nurses in the
Radiology Department towards an understanding of the importance and value of a
healthy work environment.

Significance of the Project

A project that

addresses the

work environment is significant to the nursing

community because it will raise awareness and benefits for the need for communication,
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collaboration, and authentic leadership. The American Nurses Credentialing Center

(ANCC) is a nonprofit organization that offers credentialing services for the Magnet
Recognition Program@ (ANCC, 2015). A healthy work environment is required for
achieving and retaining Magnet@ designation, a prestigious performance-driven
credential given to health care organizations that meet high standards in patient care,
nurse retention, transformational leadership, and shared decision making. Magnet status
was created

in 1983 after the American Academy of Nursing Task Force

researched work

environments that attract and retain quality nurses. In addition, when the AACN created
the Healthy Work Environment Standards, hospitals with Magnet status were compared

to hospitals that did not have this recognition. Overall, the hospitals with Magnet status
had healthier work environments.

The benefits of a Magnet status health care organization are valuable to the

institution and the community. Patients at Magnet recognized organizations experience
increased satisfaction, decreased mortality rates, decreased pressure ulcers, and decreased

falls (ANCC, 2015). Nurses experience increased satisfaction, decreased vacancy and
turnover rates, increased retention, and lower burnout (ANCC, 2015). The safety benefits

for patients and job satisfaction for nurses provide well-being to the community, which
contributes to overall health of the community.
Fourteen Forces of Magnetism were derived from a 1983 study conducted on
hospital work environments and retaining nurses during the nursing shortage of the
1970's and 1980's. The Forces of Magnetism include Quality of Nursing Leadership,
Professional Models of Care, Autonomy, Interdisciplinary Relationships, and
Professional Development, to name a few (ANCC,2015). These Forces of Magnetism

12
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complement the AACN Healthy'Work Environment Standards. When comparing Forces

of Magnetism and Healthy Work Environment Standards, similarities are demonstrated in
a table (see

Appendix

A).

For example, one of the Forces of Magnetism is Quality of

Nursing Leadership, which is similar to Authentic Leadership from the AACN's
Standards. The Quality of Nursing Leadership describes a leader as having "a strong
sense

the

of advocacy and support for the staff and for the patient" (ANCC, 2015). While,

AACN (2016) emphasizes the importance of leaders embracing

a healthy

work

environment. Both models value leadership as an essential part of the nursing
environment. Obtaining and sustaining a healthy work environment is crucial to
acquiring or retaining Magnet status.

Nursing Leadership Support
Nursing leadership plays a vital role in achieving and maintaining a healthy work
environment. According to the AACN (2016), "Nurse leaders must fully embrace the
imperative of

a

healthy work environment, authentically live it and engage others in its

achievement" (p. 10). Nurse leaders need to lead by example and engage staff to follow.

Modeling transformational leadership style is one way leaders can aid in the journey to a
healthy work environment.

Transformational leadership is part of the Magnet@ Model (see Appendix B) and a
component of the AACN's Healthy V/ork Environment Standards (see Appendix C). A
transformational leader inspires trust, empowers others, and stays focused on the group
goal (Arnold & Boggs,2016). Grossman and Valiga (2013) discussed the value of

transformational leaders having a vision for a department. By sharing one's vision, other
nurses can participate in having a common goal to obtain. For example, sharing the goal
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of achieving a healthy work environment. Finding a conìmon goal can bring a team
closer together and increase the probability of the goal being accomplished.

With nurse leaders in the Radiology Department working on defining clear
expectations for self and staff, a new level of trust and communication can be built.
Nurses leaders have learned through self-awareness that physical presence in the

department increases communication and trust with nurses. Communication and support

from leadership assist nurses to obtain a healthy work environment. It takes cooperation
from all to initiate, manage, and sustain change in the worþlace. Nursing leadership and
staff nurses must work together to keep the momentum going towards a healthy work
environment.

Dr. Rogers' Theory of Unitary Human Beings
Bringing change to an environment can be affected by the exchanging of energies
between humans and their environment; Martha Rogers' (1970) Theory of Unitary

Human Beings helps to explain this concept further. Dr. Martha Rogers' Theory will be

utilized to support the connections between the nurse and work environment as further
explained through the concepts of energy fields, pandimensionality, and environment.

Dr. Rogers' Theory can be explored through the concept of energy fields. Energy
has "no boundaries that stop energy flow between the human and environmental fields"

(Petiprin, 2015, p. 1). Energy is free flowing. The nurse and the environment can
exchange energies back and

forth. Therefore, having either positive or negative energy

can affect the environment. For instance, the mood of those in the environment can

affect others resulting in either a positive or negative worþlace. Having a positive

worþlace can affect people to have

a

positive attitude. These energies can cycle around
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and change throughout the day depending on the environment and humans present.
'When

the energies of the environment are positive these energies can continue to cycle

back and forth to create a healthy work environment (Petiprin, 2015).
The concept of pandimensionality refers to "an infinite domain without limit"
(George, 2002, p.274). According to George (2002), Rogers' later refined this concept

within four-dimensional context and then later to multidimensionality. Rogers
challenged others to think about the world outside of the perceived three-dimensional

world. Instead, energy fields that exist around us are multidimensional. Energy fields

as

described by Rogers (1970) are in a "continual state of flux, and varies continuously in its

intensity, density, and extent" (p. 90). These energies can affect us from anywhere at any
time.

Lastly, the concept of environment connects the previous two ideas of energy
fields and pandimensionality. Environment is defined by Rogers (1992) as cited by
George (2002) "as an irreducible, pandimensional energy field identified by pattern and
integral with the human field"
and environmental energy

(p.27$.

There are wave patterns present in the human

fields. For example, human energy fields

are present

in

wake/sleep rhythms (George, 2002). Low frequency is experienced during sleep, and
higher frequencies are experienced when awake. Times of joy, sofrow, or anger is
experienced as high and low frequencies as well. Sorrow would be experienced at a low
frequency, yet anger would be a higher frequency. Humans and their environments are in
constant relationship with each other. The energies of both affect each and create

different patterns. In every part of the world, humans and environmental energies affect
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each other in positive and negative ways. This exchange of energies can be directly
connected to nurses working in a healthy work environment.

SummarY
Through an evaluation of the work environment, it is evident that the Radiology
Department needs to work on coflrmunication, collaboration, and authentic leadership to
achieve developing a healthy work environment. Following the guidelines prepared by
the

AACN (Barden, 2016) for a healthy work environment will be critical. Magnet

recognition provides a complementary guide to develop a healthy work environment.
Transformational leadership is an aspect of Magnet nursing and is a valuable part of
developing a healthy work environment as well. Using Dr. Roger's Theory of Unitary
Human Beings as a theoretical framework will help support the relationship between
humans and their environment (George,2002). Chapter One covered the introduction to
the importance of a healthy work environment. The need for providing additional work

for
a

a healthy

work environment was revealed after the Engagement Sessions concluded in

Radiology Department at a large Midwest healthcare system. In the next chapter, the

relevance of a healthy work environment will be further explored through a focused
literature review.
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Chapter Two: Literature SuPPort
There is a need for healthy work environments for nurses working in the
outpatient setting. The benefits of obtaining and maintaining a healthy work environment
are exponential. Fostering healthy communication between staff members begins the

journey to improving the work environment. However, the literature written about
healthy work environments heavily focuses on critical care units. There is a lack of
literature regarding healthy work environments in outpatient nursing departments. This
chapter

will focus on the literature to support

an outpatient Radiology Department

and promote a healthy work environment in

by addressing concepts in communication,

collaboration, and authentic leadership.

Communication
Communication is simply the exchanging of information between people.
Although, there are many different types of communication, the focus for a healthy work
environment is interpersonal communication skills. Interpersonal communication

involves "reciprocal, interactive, dynamic process, having value, cultural, emotive, and
cognitive variables that influence its transmission and reception" (Amold & Boggs,2016,
p.

7). Having skills to communicate with coworkers is valuable in creating a healthy

work environment. Nursing practice requires the ability to communicate effectively with
colleagues to provide optimal care for patients. "Effective communication is defined as a

two-way exchange of information" (p. 23) that is delivered promptly, is accurate, and
useable. This clear and concise communication is important when dealing with patient

care.

'When

communication is misinterpreted or not received, errors may occur.

t7
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Communication can be interpreted based on verbal and non-verbal cues. Verbal
communication includes the words that are chosen, the way they are said, and the tone
used to deliver them (Arnold

& Boggs,2016). According to Arnold and Boggs (2016)

verbal communication skills are needed in nursing to help send clear and concise
messages to each other, while non-verbal communication involves physical expressions

and behaviors. Non-verbal behaviors include body position, space between people

communicating, vocal tones, blushing, and sweating. These actions add to how the
communication is interpreted by the receiver. Verbal and non-verbal communication is
used together in conversation to communicate. In nursing, verbal communication is used

to call out for help or ask if help is needed.

'While,

non-verbal communication can be

used to communicate quietly that everything is okay or ask for assistance with a patient.

In addition, remaining calm in stressful situations is a form of non-verbal communication
that can assist in not alarming the patient that something might not be right.

With different communication styles, it is important to communicate clearly and
concisely. Nursing staff has established a tool to help streamline communication. The
tool is known by the acronym SBAR. It stands for situation, background, assessment,
and recommendation. This template is ideal for communicating with other healthcare

professionals. The SBAR model has been used in communicating changes in practice or
suggestions for change.

With a clear and concise way to share information, the SBAR

format plays a significant role in nursing communication contributing to a healthy work
environment
Having nurses that are proficient in communication skills supports a healthy work
environment as evidenced by the AACN. The AACN (2016) stressed it is just

as
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important for nurses to have efficient communication skills as clinical skills. Without
communication, it is difficult for patient care to occur. There is a constant need to
communicate in a multidisciplinary setting to provide appropriate care for patients. It is

vital to provide the means to communicate effectively with co-workers. Skilled
communication is an important aspect of a culture of safety and requires individual
professionals to take responsibility to develop communication skills. Nearly 3 in 4 effors
are attributed to human effor associated

with interpersonal interactions. To prevent these

effors from occurring proper communication skills are needed.

Blosky and Spegman (2015) examined the correlation of communication and
healthy work environments. A qualitative study combined with survey methods was
conducted at a 400-bed hospital. The participants were RNs and LPNs in direct patient
care positions. The study consisted of seven open-ended questions regarding the nurses'
experiences with communication in the hospital setting. Core themes were taken from

the surveys and analyzed by the research team. One theme focused on the importance of

having effective communication with leadership to provide a healthy work environment.
Blosky and Spegman (2015) described as follows, "effective communication is
chaructenzed by a sense of mutual respect between the nurses and manager, portrayed as
easy, open, and positive" (p.

35). A healthy work environment

needs to have all

employees, regardless of roles, communicating effectively to opefate. Also, the
interpersonal interactions between coworkers were found to have a strong effect on

worþlace health.
Having coworkers that are regarded as trustworthy and accountable contributes to
a healthy

work environment. Each nurse needs to be responsible for their interpersonal
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communication skills. Blosky and Spegman (2015) discussed the importance of selfaìwareness as a critical part of effective communication. Each nurse has to assume

accountability to reflect and learn what strengths they have in communicating with
others.

Thornby (2006) discussed the importance of self-assessment when evaluating
communication skills, ability to handle conflicts, and identify opportunities for growth.
Nurses need to be willing to assess personal ability to communicate with other team
members, as self-awareness is an essential part of the development of becoming a skilled
communicator and conflict/change manager. It is important to know one's strengths and
weaknesses as a communicator to learn how they can be improved.

A challenge with forming communication skills is recognizing barriers to
communication. Arnold and Boggs (2016) discussed the obstacles to communication in
the shape of handoffs. Patient information handoff to another area of the hospital is a
barrier to communication. For example, when patients travel from MRI to CT, details
can be miscommunicated or forgotten during verbal communication. The patient may
have received some minimal sedation for the

MRI and the nurse

at CT may not have

received that information during handoff from the MRI nurse. Greater than 50Vo of
incidences involving patient safety are linked to ineffective handoffs and information
exchange during a patient's hospital stay. Communication challenges make templates

like SBAR useful to help break down barriers of communication. Promoting a culture of
safety where communication is open and effective and nurses are encouraged to speak up
promotes a healthy work environment. If nurses have a concern for the safety of
colleagues or patients, they should feel comfortable to talk to leadership about their
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concerns. Therefore, breaking down barriers of communication will assist in obtaining
and sustaining a healthy work environment.

In 2005, the American Association of Critical-Care Nurses (AACN) released
standards for establishing and maintaining a healthy work environment based on data

collected from nurses and health care experts (Ulrich, Lavandero, Woods, & Early,

2Ol4). The AACN conducted studies to evaluate the importance of these standards and
how nurses rate different aspects of their work environment. Surveys were sent out to

AACN members and constituents asking them to rate various statements using 4-point
response vectors. The surveys were conducted in2006,2008, and2013. The part of the
survey regarding communication asked about the quality of communication and

collaboration among nurses, physicians, nurse managers, and administrators. The nurse
to nurse communication was rated as excellent and increased in value from 13.5 to 14.7

to 16.6 percent from 2006 to 2013 (Ulrich et al., 2014). In addition, communication
between nurses and physicians increased in quality from 2006 to 2013. However,

communication between the nurses and nurse managers and administrators decreased

from 2008 to 2013. This revealed a need for supporting improved communication among
nurses, managers, and administrators as effective communication is necessary at every

level of nursing.

In another study done by Ulrich et al. (2007), a survey was conducted to compare
healthy work environment standards in Magnet status hospitals. The study used a survey

to collect results from AACN nurses and constituents, resulting in 4,034 responses.
'When

asked to evaluate

if

nurses "are as proficient in communication skills as they are in

clinical skills," the following percentage of responses answered as strongly agreeing with
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the statemeni,, 607o for Magnet status hospitals, 5lVo for hospitals in pursuit of Magnet
status, and 45Vo for hospitals without Magnet status (Ulrich et a1.,2007, p. 70). Magnet
status hospitals scored significantly higher for nurses having communication skills than

hospitals without Magnet status. The scores compared similarly when participates were
asked

if all team

members had access to education programs to further develop their

communication skills (Ulrich et a1., 2007). Magnet facilities proved to be both fostering
and maintaining healthy work environments. Survey respondents were asked to evaluate

the communication and collaboration among nurses as well as between nurse/physician,
nurse/manager, and nurse/administrator. Communication among registered nurses rated
as excellent or
and 65Vo

good was SlVo for Magnet hospitals, 74Vo for Magnet pursuit hospitals,

for hospitals without Magnet activity (Ulrich et a1.,2007). Overall, the study

supported Magnet status hospitals as having a higher percentage of communication than
hospitals without Magnet status. Hospitals with Magnet status have values of a healthy

work environment embedded into worþlace culture. Along with communication skills,
Magnet status organizations tend to incorporate collaboration skills into the worþlace.

Collaboration
Collaboration is more than just working with others to cooperatively solve a

problem. It involves identifying the issue to be resolved, acknowledging feelings, and
working to solve the problem using open coÍìmunication (Arnold & Boggs, 2016).
Collaboration is effective for solving issues and obtaining a win-win resolution.
Collaboration is an essential part of a healthy work environment, but requires aspects of
mutual respect, trust, knowledge, shared responsibility, and optimism to be successful
(Barden, 2016). Communication and awareness of each other's knowledge and skills
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help to form collaboration. Having open communication with other nurses as well as

trust and respect for each other is important for collaboration to be successful in resolving
problems.
Barriers to collaboration include lack of respect or trust for each other.

Communication breakdowns can disrupt collaborative work. For example, with novice
nurses

joining the Radiology Department there needs to be a sense of collaboration

between the nurses.

If

nurses do not communicate to each other what is going on with

their patients, it is difficult to know if they need assistance. These barriers need to be
addressed by having meetings to discuss group differences and

finding

a common goal to

accomplish together. Having a common goal will help the group focus on a collaborative

solution to a problem and find a win-win resolution. The AACN has studied
collaboration between different healthcare providers and determined the dire importance

in a healthy work environment.
Nearly 90Vo of AACN (Barden, 2005) members and constituents report
collaboration among healthcare workers to be the most important aspect of creating a
healthy work environment. For example, the AACN (Barden, 2016) stated collaboration
between the nurse and physician is a predictor of psychological empowerment of nurses.

Having respect and trust fosters a healthy work environment that results in effective

collaboration. Radiologists, radiology technologists, and nurses are all

a team

working to

support the patient. When healthcare workers recognize a common goal of meeting
patient needs, this is where collaboration begins. Working together, unquestioningly,

mindfully, and acknowledging each other's skills towards
results in successful collaboration.

a common goal

for the patient
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Respect influences effective communication and collaboration (Ulrich et al.,

2014). Based on the previously mentioned surveys conducted in 2006, 2008, and2013
regarding healthy work environments, communication ratings between nurses and nurse
managers were declining. When nurses were surveyed on

if they planned to leave their

current position in the next 3 years, some agreed that if more respect had been given by
managers, they might change their mind about leaving (Ulrich et a1.,2014). These
research results highlight the importance of respecting those with whom we work.
Respect is listening to each other and acknowledging each other's

work. Receiving

feedback from authority figures that they value contributions and competence of the
nurse were identified as examples of respect from supervisors (Arnold

& Boggs, 2016).

Furthermore, the examples in a lack of respect show that culture change needs to occur in
order to promote communication and collaboration.

Ulrich et al. (2007) conducted a study comparing hospitals with Magnet status to
hospitals in pursuit of Magnet status and hospitals without Magnet status. The survey
consisted of a total

of 16 items derived from the AACN Standards for Establishing and

Sustaining a Healthy'Work Environment. A trend Ulrich et al. discovered was a

significantly higher level of agreement with the statements from Magnet designated
hospitals than those in pursuit of or without designation. These results show the positive

correlation between a hospital having Magnet status and a healthy work environment.
The Magnet values align with those of a healthy work environment and therefore are

statistically supported. The results showing collaboration among nurses rating excellent
or good for Magnet hospitals was 83Vo, Magnet pursuit hospitals wasT'7Vo, and hospitals

without Magnet activity was 69Vo. This trend follows for collaboration scores with
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physicians, nurse managers, and administrators. The standards required for Magnet
designation support a healthy work environment for nurses. Another similarity of the
Magnet Model (ANCC, 2015) and AACN healthy work environment standards (Barden,
2016) is they both value leadership as an essential part of a successful work environment.

Authentic Transformational Leadership
Kramer and Schmalenberg (2008) discussed a healthy work environment

as

perceived by staffnurses versus professionalorganizations and nurse executives. In a
2001 survey of staff nurses at 14 Magnet hospitals, 8 of 37 characteristics of a Magnet

hospital seen as essential attributes of a healthy work environment were identified. These
eight attributes were labeled The Essentials of Magnetism (Magnet essentials). One
characteristic of importance is leadership.
There are different types, styles, and elements to leadership. Grossman and

Valiga (2013) identified elements of leadership as vision, communication skills, change,
stewardship, and developing and renewing followers. Leaders need to have a vision for

making changes. The enthusiasm for seeing a better world is a valuable tool for
motivating others to

join. Communication skills

are needed to articulate the vision and

explain how the change is relevant to gain followers. When envisioning new horizons,
the leader needs to act as a change agent. There
a

will

be times when change is needed for

better future. Leaders show stewardship by evaluating the overall picture, supporting

changes through completion, and fostering partnerships with followers. Developing and

renewing followers is necessary for future development and change. Leaders need to

build cadre with followers to carry on the vision to the next group of nurse leaders.
These elements of leadership

flow into creating

a healthy

work environment by having
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leaders

fully present. The three types of leadership that will be discussed are authentic,

principle-centered, and transformational along with their connection to Magnet essentials

(ANCC, 2015) and AACN standards (Barden, 2016).

Authentic Leadership
A healthy work environment needs to include authentic leaders

as validated by the

Healthy'Work Environment Standards. Shirey (2006) defined "an authentic leader as an

individual in a position of responsibility who is genuine, trustworthy, reliable, and
believable" (p.259). Authentic leaders play an important role in promoting a healthy
work environment through supporting their followers. Leaders and followers are part of
the leadership dynamic. At times, roles can be interchangeable based on the situation.
Grossman and Valiga (2013) stated when leaders see followers with an ability or passion

for

a

project the leader needs to know when to step away and let the follower lead. Part

of being an authentic leader is knowing the follower's strengths and highlighting the
abilities when the opportunity arises.
The importance of authentic leadership is discussed by the AACN (2005) as a
standard for a healthy work environment. The

AACN stated, "Nurse leaders must fully

embrace the imperative of a healthy work environment, authentically live
others in its achievement" (p. 193). Less than half of the

it, and engage

AACN members rank their

relationship with their managers as positive. However, more than 90Vo agree effective
leaders are an important part of a healthy work environment. The initiative to have wellprepared leaders is an important part of establishing and sustaining a healthy work

environment.
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Principle-Centered Leadership
Grossman and Valiga (2013) described principle-centered leadership as the leader
being trustworthy to gain the trust of those following and empowering them. This

principle will help guide a healthy work environment by creating trust. Empowering
followers support confidence to accomplish tasks in order to take the lead when possible.
In this environment, those who feel comfortable with their decisions will do a better job
than if they were not given the opportunity. Therefore, trust and empowerment as
components of principle-centered leadership have beneficial impacts on the work
environment.

Transformational Leadership
Transformational leadership focuses on leaders and followers motivating each
other to higher levels (Grossman & Valiga, 2013). The energy that is produced when

motivating each other provides a sense of ownership towards reaching a vision or goal.
This positive relationship between leader and follower creates a healthy work
environment. Taking ownership of a vision engages the follower to participate fully in
the activity. Transformational leaders have the ability to inspire and motivate one
another to accomplish shared goals. Enthusiastic leadership modeling behaviors towards
a shared vision, forms a healthy work

environment. It is important the one leading is

fully invested in helping to produce the healthy work environment.
Blosky and Spegman (2015) found in their Healthy Work Environment survey
that participants expressed leadership as having a powerful impact on the healthy work

environment. The data showed the "desire for consistent, effective, and accountable
leadership that encourages group cohesiveness and staff involvement in decisions" (p.
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35). Effective leaders are described as approachable, receptive, available, and
responsive. Effective leaders are positive role models. Blosky and Spegman (2015)
found frustrations from staff related to managers limited involvement with an employee.
The staffreported seeking consistent, effective, and accountable leadership. Staffnurses

felt

a

lack of communication from managers and frustrations from filling out surveys

without results or action. The frustrations of staff included trust issues and ineffective
problem solving. Trust issues found in the survey were perceptions of favoritism,
confidentiality issues, and policy seeming more important than sincerity.

Ulrich etal.(2014)comparedtheresultsof the2006,2008, and20L3 statusreport
surveys on a healthy work environment regarding authentic leadership. The four items
on the survey addressing authentic leadership were found to all decline from 2008 to
2013 surveys. The component addressing nurse leaders as fully embracing the healthy

work environment concepts, engaging others to achieve it, and nurse leaders receiving
support and access to educational programs to enhance skills were addressed in the

survey. The respondents who identified themselves as a manager or administrator and
answered that they were aware of the

tp

69.6Vo

AACN Healthy Work Environment Standards made

of the interviewees. Although there is an awareness of the criteria,

implementation can be a challenge. When asked about plans to implement these
standards, leadership answered 28.87o for implementation in the work unit and22.2Vo

for

application in the organization. Respondents to the survey were asked to rate the nurse
managers and chief nurse executives based on the healthy work environment standards.

When comparing the results from 2008 to 2013, the ratings in every category decreased
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with

a noticeable increase in the

"poor" ratings. These results provide evidence for

improving authentic leadership in embracing the healthy work environment standards.
The survey study conducted by Ulrich et al. (2007) examined the difference
between healthy work environment standards at hospitals with and without Magnet status

observed.

'When

nurses were surveyed about leadership

fully embracing

a healthy

work

environment: l07o of Magnet status nurses agreed, 6l%o for those in pursuit of Magnet
status agreed, and 46Vo of those without Magnet activity agreed. \ü/hen asked about how
engaged the leaders were with achieving a healthy work environment: 657o of Magnet

hospital nurses agreed, 58Vo of those in pursuit of Magnet status agreed, and 4l%o of
those without Magnet status agreed.

All in all, Magnet values have

an impact on the

healthy work environment and how nurses perceive the results. Magnet essentials shares
core values with the healthy work environment standards that lead to the two

complementing each other. The healthy work environment is an important aspect for

continuing the Magnet status for hospitals; leadership as part of that healthy work
environment needs to keep the vision alive for Magnet recognition.

Summary
Communication, collaboration, and leadership are vital aspects of a healthy work
environment. Communication skills are necessary for ensuring proper patient care and
expressing needs to coworkers. Communicating with managers and administrators was

shown to have low scores in the survey by Ulrich et al. (2014). Collaboration includes a

combination of communicating and working effectively with other staff. Magnet status
hospitals achieved higher rating regarding the collaboration of staff than hospitals

without Magnet status. Leaders show the way and act as role models of healthy work
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environments. Transformational leaders provide motivation, engagement, and
empowerment for those following.
The AACN Healthy Work Environment Standards and Magnet essentials

intertwine to offer a framework for a healthy work environment. Communication,
collaboration, and authentic leadership are important pieces to the healthy work
environment. Through examining the literature, there is support for implementing the

AACN standards and Magnet essentials to help support a healthy work environment. The
next chapter will discuss the project designed to achieve a healthy work environment.
The Nursing Flock Metaphor and "Lessons from the Geese" (Russell, 1993)

to support the importance of a healthy work environment.

will

be used
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Chapter Three: Development of Practice Project
Healthy Work Environments are beneficial for all disciplines within the
healthcare setting. In nursing, the work environment needs to be healthy for the benefit

of patients and nurses. Through focused literature searches and reflection, the importance

of

a healthy

work environment has been affirmed. Magnet facilities reflect healthy work

environments as components of success. The research that created Magnet essentials,
results from the study of healthy work environments proven to retain quality nurses. In

addition, Martha Rogers' Theory of Unitary Human Beings (George, 2002), a theoretical
framework for this project, demonstrates the effects people and environment can have on
each other through exchange of energies. Chapter Three

will focus on the development

of the project, the Nursing Flock Metaphor, theoretical concepts, and implementation of
the healthy work environment for nurses in a radiology department.

Development Process

A project focus on developing and sustaining

a healthy

work environment for an

outpatient radiology department environment was envisioned through personal
professional experience as a nurse in the Radiology Department, a focused literature

review, and critical reflection on a meaningful metaphor and Martha Rogers' Theory of
Unitary Human Beings. Healthy work environments include many aspects, but this
project's focus will be on improving communication, collaboration, and authentic
leadership. These three areas of foci are reoccurring themes from discussions with staff
about the work environment. The goal of this project is to help nursing staff understand

what a healthy work environment is and the benefits of this environment. With the help

of

a metaphor and

identifying an implementation plan, nurses will understand and value
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the importance of a healthy work environment. Providing a plan for continual

implementation should prevent problems from occurring from the conclusion of the
Engagement Sessions.

When starting a literature review about improving a work environment, the

AACN Healthy Work Environment Standards (Barden, 2005;2016) were brought to the
author's attention. The AACN assessed various work environments to define six
standards that need to be incorporated to obtain and sustain a healthy work environment.

After reviewing literature and exploring the topic with colleagues, the need for defining
the importance of a healthy work environment was identified. The conversation with key

participants continued over the next few months to compile feedback and thoughts on
what a healthy work environment entailed and if the AACN standards could be
incorporated to improve the current work environment. The importance of a healthy

work environment and Magnet essentials was discussed with leadership and staff.
Discussing Magnet essentials engaged staff to reflect on opportunities available to
advance in nursing practice and participate in making changes to nursing practice.

Magnet essentials emphasizes importance of nurses participating in committees and
shared decision-making

initiatives. Magnet essentials combines healthy work

environment aspects and complements the goal of achieving a healthy work environment.
(See Appendix

A.)

Deciding how to disseminate this information regarding healthy work
environments and make a change in the work environment was a challenge. When

reviewing concepts that described healthy work environments, a particular excerpt stood

out. The passage described the reasons for

geese

flying in a V-formation. Using Seese
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flyin7 information as avisual metaphor for a healthy work environment appeared to be a
visionary idea that could help nurses learn how each nurse should support each other.
The imagery makes it easier to understand theoretical concepts when making connections
between a flock of geese and a healthy work environment.

After forming the idea of how to share the metaphor of geese working together,
an assumption was explored that no one knows how to define a healthy work

environment. Everyone has their own ideas of normal as it pertains to work situations.
We all tend to think what we experience as individuals is the norm. Nurses may wonder

why

a change

in the work environment is needed. The benefits of having a healthy work

environment and how it can improve all aspects of the nurse's practice should be shared.
Although, not everyone is willing to put in the effort to make a change in the work
environment, after explaining the benefits there is hope for nurses to take active roles in
participating in change. Sharing the Nursing Flock Metaphor as well as defining a
healthy work environment based on AACN's standards, are the beginning the steps
toward improving the work environment for nurses in the Radiology Department. With
the help of metaphor, the seriousness of a healthy work environment will be thoroughly
explored and visualized.

Metaphor
The metaphor of geese flying in formation (see Figure 1) was chosen to aid in

visualizing aspects of a healthy work environment and the benefits of teamwork. This
metaphor will help nurses understand the importance of working together towards a

coÍtmon goal of practicing in a healthy work environment. Martha Roger's Theory of
Unitary Human Beings (George, 2002) will also contribute in supporting this metaphor

DEVELOPING A HEALTHY WORK

ENVIRONMENT

33

by providing an understanding of how people and environmental energy fields affect each

other. Finally, the theoretical concepts from Rogers' Theory: energy, resonancy, and
integrality will be used to explain the effect patterns can have on the environment.
Synthesizing healthy work environment concepts, leadership concepts, and Rogers'
Theoretical concepts informed the development of the Nursing Flock Metaphor (see
Figure 2).

H
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Figure 1. Geese flying in formation metaphor; representing a healthy work environment.
Traveling geese portray excellent teamwork that mirrors the goals and aspirations
of a healthy work environment. The geese metaphor can guide nurses towards lessons in
communication, collaboration and leadership. Barbara Russell (1993) shared a flyer
entitled "Lessons from the Geese" (p.26) with her nursing colleges on how they can be
applied to nursing teamwork. Russell served as the 1994 president of the Association of
Professionals in Infection Control and Epidemiology in Washington, D.C. and holds a
Masters of Public Health (APIC, 2016). The original author of "Lessons from the Geese"
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is unknown. Russell (1993) defined five lessons from the geese; first, bird s travel farther

in

a

flock than as an individual; secondly, if

resistance of the wind and want to

a

bird leaves the formation they will feel the

join back into the flock; thirdly, the birds rotate leaders

when the point position gets tired; fourthly, the birds honk to encourage the one in front

of them to keep up the speed; and lastly, when

a

bird is injured or sick two other birds

follow to assist until it is recovered to join back into the flock. Each of these lessons will
be applied to the nurses in the Radiology Department as an example of establishing a

healthy work environment and Rogers' Theory of Unitary Human Beings will further
guide the explanation of this metaphor.
Nursing Flock Metaphor
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Figure 2. Nursing Flock Metaphor integrating Healthy Work Environment standards and
theoretical concepts.
The first lesson of the Nursing Flock Metaphor (see Figure 2) is, when flying in a

formation, geese provide uplift for those following behind. Flying as a flock increases
the ability of how far geese can travel together. When sharing a cofltmon goal with
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others such as creating a healthy work environment, one can travel farther together than
on one's own as uplift and combined energy enables the group goal to be accomplished.

Rogers' (1970) describes energy as energy fields that are electrical in nature. These
energy fields are continuously in flux and can affect surrounding humans and

environments. Figure 3 shows a depiction of energy fields represented by circles and
affows showing the exchange of energy. The "Lessons from the Geese" encircles the
metaphor to assist with explaining how geese mirror a healthy work environment

(Russell, 1993).
Rogers' Theory of Unitary Human Beings reveals how energy fields play a part in
the dynamic of people interacting in an environment (George, 2002). Madrid and Barrett
(1994) explained Unitary Human Beings are pandimensional energy fields. Humans and
environments have energy fields that are interconnected. The human can be thought of

like the goose, and the environment compared to flying in formation. If

a goose moves

out of the formation, it will feel a change in the energy in the form of wind resistance.
The formation will be disrupted by the goose leaving. The goose will want to join the

formation againto benefit from the group's energy, making traveling easier. The energy
field of the individual and the group can be affected by the environment. The metaphor
applies to nurses joining in to accomplish a common goal or feeling the resistance of

trying to go out on their own. For example, when one nurse wants to change a routine
and other nurses do not support the idea
nurses support a change to a routine,

it is difficult to implement. If a majority of

it is much easier to actualize. Choosing ways to

communicate with the allied health staff and nurses has been a challenge in the Radiology

Department. At times, there have been different pagers, online messaging, and cordless
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phones to carry; all utilized in attempt to better communicate with one another. The
pagers located in a part of the practice were not easy to use when caring for patients
because the nurse was not always able to step away to answer. As a result, the pagers

were replaced with an online messaging system. One of the nurses wanted the paging
system back and did not succeed with re-implementation because

it was not supported by

other nurses. Overall, it is easier to accomplish goals together with the buy-in of the

team. Supporting one another is part of

a healthy

work environment.

Nursing Flock Metaphor: Flying Like a Flock
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Figure 3. Nursing Flock Metaphor: Flying Like a Flock; representing pandimensional
enefgy exchange with environment and one another: Supporting a healthy work
environment.

Joining together is lesson number two of the Nursing Flock Metaphor, staying in
formation with those that are headed in the same direction as you will cut the resistance
(Russell, 1993>. This example is similar to nurses helping each other out to provide a
healthy work environment for authentic collaboration. By working together to care for a
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patient or forming a committee, nurses accomplish more if they are aligned. In the

Radiology Department nurses have worked to establish guidelines for requesting day off
and together have been successful with the guidelines which were also supported by

leadership. These acts of collaboration added up to numerous accomplishments groups
can obtain by working together. V/ith a positive attitude and collaboration nurses can

build

a healthy

work environment.

The third lesson from the Nursing Flock Metaphor is to rotate the leader (Russell,

1993). It can be challenging to lead a group, especially if there is resistance. Rotating
leaders on projects is an important part of keeping the momentum moving forward. The

environment can deplete energy from one leader requiring a replacement to step in to
continue the progress. The team can continue to move forward with positive energy with
a leader

who is well rested. Rogers' Theory of Unitary Human Beings describes how

energy can be affected by the environment and can be passed to other objects. Rogers'
also described humans and their environments as energy fields (George, 2002). The
process of having a replacement leader for a tired leader is passing the energy on to those

who need it. This exchange of energy is depicted in Figure 3 by the affows showing how
energy flows between the members of the flock. A fatigued leader will benefit from the

pull of the group by stepping in formation as a follower. According to Arnold and Boggs
(2016) transformational leaders need to engage the hearts as well as the minds of nurses.

Having a passion for their team helps engage others to be passionate in their work.
Nurses from the Radiology Department have several leaders to engage them in the
passion of nursing and cut the resistance of traveling alone. Multiple nursing supervisors
serve as leaders to help show the way; however, a coordinator can step in to assist with
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implementing change, and charge nurses can supplement when those leaders get tired.
These replacement leaders need to recognize when the energy is getting low, so a new
leader can be supported and inspired to take the lead. The Nursing Flock Metaphor
encourages all staff to participate in creating a healthy work environment.

If

the leader is

tired, another nurse can take over leading for the time being. It is unsustainable for one
leader to work all day, every day to lead without support from their team or other leaders.
Lesson number four of the Nursing Flock Metaphor is communication. The geese

in formation honk at those in the front to keep up their speed (Russell, 1993). In nursing,
we coÍtmunicate and encourage each other through positive pep talks. It is critical to
make sure the "honking" we do is respectful and motivating to others. Grossman and

Valiga (2013) describe transformational leadership of a Reserve Officers Training Corps
(ROTC) study; which revealed, "instilling pride in all, building morale through 'pep

talks,' acting

as

positive role model, building the confidence of others through personal

encouragement, and complimenting individuals' performances and contributions as a way

to instill pride in the group" (p.13) encourages a healthy work environment. These
examples of positive encouragement demonstrate how leadership and other nurses can

provide motivation to continue productivity of nurses in the Radiology Department. The
frequency of communicating among the nurses' changes throughout the day. Rogers
defined a concept of resonancy as a "continuous change from lower- to higher-frequency
wave patterns in human and environmental f,telds" (p. 3a1). This represents the
continuous change in frequencies throughout the day for nursing staff in the work

environment. There are periods of low frequency when things are calm and quiet and
there are times of higher frequency when healthcare events seem to be happening all at
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once. Frequent, respectful communication, to address resonancy is needed in nursing to
create a healthy work environment.

Communication is important among the nursing staff to increase trust within
coworkers and leaders. During times of high and low-frequency, there needs to be

communication occurring among the nurses to encourage each other to continue towards
progression of the care of patients. Part of the solution to increasing communication
throughout the day is implementing secondary charge nurses. This solution was
introduced by nursing leadership as a result of primary charge nurses being overwhelmed

with work in the large worþlace. A secondary charge nurse is responsible for managing
the areas assigned by maintaining patient flow, troubleshooting problems, responding to
emergencies, and communicating with other modality team members. It is important
nurses set clear expectations for each other that are obtainable. By setting attainable
goals, every nurse

will

be able to meet the expectations established set by coworkers and

leaders. Part of the expectation is for leaders to be present and visible during the work

day. Clear communication is critical to obtaining

a healthy

work environment.

The fifth and final lesson of the Nursing Flock Metaphor is supporting each
other through every situation. If a goose drops out of the formation, two geese follow

it

to protect it (Russell, 1993). The healthy geese stay with the wounded or tired goose

until it can fly again or dies. Then the healthy geese start their own formation or join
another group of geese. This lesson, to stand by each other during good times and

difficult times, is valuable to nursing staff and supporting coworkers. Likewise, Rogers'
theoretical concept of integrality represents the mutual human and environment field
process (Madrid

& Barrett, 1994). Integrality is the exchange between two energy fields.
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The relationship between human and environment is an essential process involving an
exchange of needs between human and environment. The human needs things from the

environment and the environment needs humans. The process is integral to both

surviving. The metaphor can be actualized with geese within their flock

as

well

as

nurses. The geese exchange energies when members are injured or tired (see Figure 3).
The geese are unified and support each other during difficult times, much like nurses who
also help each other during

difficult times like when

a

coworker is ill or injured. Nurses'

also give and take energy as patient needs arise. This integrality of mutually exchanging
energy between nurses and environment keeps the process of patient care

working. V/e

all need to help those who are not flying in formation by dropping back and recruiting
those to

join in the mission of the team.

Nurses can use the Nursing Flock Metaphor as a guide to a healthy work
environment as well as principle-centered leadership. According to Grossman and Valiga
(2013) principle-centered leadership involves keeping promises and being considerate of

others. The "principles are similar to compasses in that they always point the way and
keep us from becoming lost amid conflicting ideas and values" (p.

79). The Nursing

Flock Metaphor can be utilized as a compass directing nurses towards a healthy work
environment.
Connecting the importance of a healthy work environment and Martha Rogers'

Theory of Unitary Human Beings can be depicted with metaphor. The Nursing Flock
Metaphor provides a connection between healthy work environment values and Rogers'
theoretical concepts (see Figure

2). The theoretical

concepts ofenergy, resonancy, and

integrality compose one side of the flock and authentic leadership, collaboration, and
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communication comprises concepts of a healthy work environment on another side of the

flock. In addition, Figure 3 represents the energy fields with circles

and exchange

of

energy as affo\ils. The "Lessons from the Geese" encircles the metaphor to provide
guidance to a healthy work environment (see Figure 3). These concepts flow together to
create a formation of geese which represent nurses in the context of a healthy work

environment. Together these concepts line up to support a healthy work environment.
Therefore, this Nursing Flock Metaphor supports a healthy work environment and carries
the nurses forward in their work.

Implementation
This project could be introduced at a Friday monthly staff development meeting

with

a PowerPoint presentation

to nurses in the Radiology Department. The Nursing

Flock Metaphor could be presented as an introduction to a pilot project. Using
collaboration, nurses interested in promoting the Nursing Flock Metaphor could assist

with educating staff and

a culture change could be

implemented. Ways of displaying

reminders of the metaphor could be placed around key nursing practice areas in order to

remind nurses of the value of teamwork.

In addition to introducing the Nursing Flock Metaphor, activities to practice
communication skills could help nurses feel comfortable giving and receiving peer
feedback. Spending time practicing giving feedback to each other informally can help

build skills for when it is needed within the work environment. The Nursing Flock
Metaphor represents the continuous conìmunication between the members of the flock to
promote the healthy work environment.

'Working on giving positive encouragement and

communication to each other, just like geese honking in support, is another way to
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contribute to a healthy work environment. Staying in constant communication relates to

Rogers' (1970) theoretical concept of resonancy in the continuous change of wave
patterns from low to high frequency. Just as sharing stories of positive and negative
experiences in the work environment is a way to develop professionally. Time and space
can be given to practice reflection on how situations were handled in the past and how

they could be best handled the next time. Learning from mistakes is a valuable lesson.
Lesson two from the Nursing Flock Metaphor describes geese falling out of formation
and feeling wind resistance; the goose realizes

it is better to fly in formation and learns

from this lesson to stay in formation.

Nursing Leadership
The Nursing Flock Metaphor shows that there is only a leader if there are other
geese

following. Grossman and Valiga (2013)

discussed leadership as being only

possible if there are followers. If there is no one to follow a leader, then what are they

leading? Just like a goose flying alone, one goose could not lead a flock if there is no one

following. Therefore, nurses need leaders who are willing to embrace

a healthy

work

environment. By adopting the AACN Healthy Work Environment Standards and Magnet
essentials, the leader can encourage others to

follow. Nursing Leadership in the

Radiology Department needs to be committed to be present and visible to staff on a daily
basis. Part of being an authentic leader is being an example to staff to how a healthy
work environment is led.

Summary
The AACN Healthy \ü/ork Environment Standards and Magnet essentials bring
together the critical aspects of obtaining a healthy work environment. The importance of
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obtaining a healthy work environment was further explored through the Nursing Flock

Metaphor. The five lessons of the Nursing Flock Metaphor learned from "Lessons from
the Geese" was used to highlight the teamwork geese use when flying in formation.
Martha Rogers' Theory of Unitary Human Beings helped to support the importance of
energy, resonancy, and integrality within the metaphor. Leadership is an integral part

of

obtaining a healthy work environment and further supports concepts within the Nursing
Flock Metaphor. The Nursing Flock Metaphor and key concepts can be utilized to
introduce change to the work environment. Chapter Three focused on the Nursing Flock
Metaphor, theoretical concepts, and implementation of the project. In Chapter Four the
evaluation of the project will be critically analyzed and compared to similar project
results.
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Chapter Four: Discussion and Evaluation
Providing nurses with a healthy work environment should be a goal of every
supervisor. The AACN has conducted studies and surveys to show how valuable a
healthy work environment is for nurses' well-being and quality of patient care (Barden,

2005;2016). These studies revealed that hospitals embracing the AACN standards and
Magnet status have healthier work environments than hospitals without Magnet status

(Ulrich et al., 2007). The Radiology Department at a large Midwest healthcare system
would benefit by applying the AACN standards and Magnet essentials to improve
nursing morale. This chapter will focus on a discussion of the evaluation process of the

Nursing Flock Metaphor and this author's personal reflections of this project.

Evaluation Process
The evaluation of the project will provide evidence to whether the Nursing Flock
Metaphor is effective/useful in guiding nurses toward the establishment of a healthy work

environment. The goal of the Nursing Flock Metaphor is to improve the work
environment by representing a collaborative way to work and communicate with other

nurses. In order to gage success, an evaluation tool is needed to decipher the impact the
Nursing Flock Metaphor has on the work environment of nurses in the Radiology
Department. A literature review process was completed to learn of how other healthy
work environments have been evaluated by quantitative measures. Evaluation surveys
used by the institution were examined for use for establishing a baseline for the current

work environment.

An initial evaluation of the work environment can be obtained from
or previous

a pre-survey

All Staff Satisfaction Survey given at alarge Midwest healthcare system.
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Surveys like this one are used as a collection method for data directly from respondents
about their opinions and perceptions (Houser, 2015). Surveys can be created with open

questions or questions rated on a scale. A common standard scale used in surveys
includes a Likert scale, which provides variable stages of agreeing or disagreeing with
statements. Using the Likert scale produces quantitative data and is represented by
numerical values that can be "measured in a reliable and valid way" (Houser, 2015, p.

33). Reliability shows the consistency of an instrument's ability to measure results, while
validity is the ability for the instrument to measure results consistently (Houser, 2015).
Having a tool to measure data that is reliable and valid is necessary for obtaining
meaningful data as people can interpret questions to have different meanings (Houser,
2015). Creating questions that are interpreted the same way will increase the validity of
the instrument.

Historically, the literature evaluating nursing work environments have used
surveys to collect satisfaction information from nurses about different aspects of the work

environment. These surveys tend to be statements rated with a Likert scale. This
quantitative data collected is often verified for reliability and validity with tests like
Cronbach's alpha. Reliability can be checked by using Cronbach's alpha/coefficient
alpha; this evaluation tool tests for internal reliability showing if the individual items are
consistent with the overall test results (Houser, 2015). Using the coefficient alpha to test

reliability in evaluations of healthy work environments helps one to understand if the
results are consistent and reliable. The work environment in the Radiology Department

will

be evaluated through previous years'

All Staff Satisfaction Survey results and a
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survey focusing on the Nursing Flock Metaphor. In comparison, surveys can include
open-ended questions to provide qualitative data as well.

Blosky and Spegman (2015) used seven open-ended questions for a survey
evaluating the health of a work environment (see Appendix

D). The survey allowed

participants the freedom to answer the question in their words instead of a scale.

Qualitative data collected was divided into categories and themes to be organized. The
results of qualitative studies are difficult to check for reliability and validity due to the

variety of ways the questions can be interpreted and answered by individuals. Blosky
and Spegman addressed trustworthiness of the survey through credibility, dependability,

confirmability, and transferability. Creating survey questions with reliability assists with
questions being interpreted similarly and corresponding themes develop through

repetitive answers. In order to confirm the themes collected are reliable a focus group
could be assembled to discuss the assumptions created by the themes are correct.

Healthy work environments can be evaluated by qualitative surveys to determine what
areas need improvement. Discussing the aspects

of

a healthy

work environment with

colleges led to the themes used in the Nursing Flock Metaphor. After creating the

Nursing Flock Metaphor based on the themes collected, a focus group will meet again to
confirm the assumptions of the metaphor are relevant to improving the work
environment. Evaluation and feedback on the metaphor will be collected using a survey.
This author created a quantitative survey to evaluate the understanding nursing
staff has regarding concepts of a healthy work environment pre/post implementation of
the Nursing Flock Metaphor (see Appendix

E). This survey will provide insight to

knowledge staff have before and after implementation of the metaphor. The survey
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includes statement questions to be rated on a Likert scale and two open ended questions.
The questions were based off the learning objectives of this project. Providing an
assessment before and after implementation of the project

will

assist with understanding

the effectiveness of the metaphor as well as provide as a guide towards a healthy work

environment. Utilizing a survey to gage nurses understanding of the metaphor will
complement the evaluation of the work environment based on surveys administered by
the institution.

In addition to the Nursing Flock Metaphor Assessment, the All Staff Satisfaction
Survey, and the National Database of Nursing Quality Indicators (NDNQD Survey will
be used to evaluate the work environment at alarge Midwest healthcare system. Often,

hospitals use a variety of different staff satisfaction surveys to evaluate the work

environment. Most commonly large hospitals will use an All Staff Satisfaction Survey
created by a company focusing on key areas of how staff perceive their work

environment, coworkers, and leadership. At this particular large Midwest healthcare
system, the Al1 Staff Satisfaction Survey is alternated with a National Database

of

Nursing Quality Indicators (NDNQD survey, which is operated by Press Ganey (2015).
This national survey is utilized by over 2,000 U.S. hospitals and 987o of Magnet
recognized hospitals (pressganey.com, 2015). The NDNQI survey addresses nurse
satisfaction, nursing work environments, and other quality indicators. In addition, the
survey fulfills the requirements set by the Magnet Program for collecting data. The

rotation of the surveys every other year allows staff to take one survey ayear and collects
useful data to address changes needed to improve the work environments. An additional
method of evaluation would be the AACN (2016) Healthy Work Environment
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Assessment Tool that provides an online assessment available on the

AACN website; this

eighteen assessment questionnaire based on the AACN Standards can be used to evaluate
a

work environment (see Appendix F). These three surveys use a Likert scale to evaluate

statements about one's work environment. It is hypothesized that the Nursing Flock

Metaphor's ability to influence the work environment could be evaluated using an

All

Staff Satisfaction Survey, the NDNQI survey, and the AACN Healthy Work
Environment Assessment Tool.
The Radiology Department participates in the

All Staff Satisfaction Survey every

2 yearc to evaluate the work environment and morale of staff. Data collected can be
utilized to assess the environment before the Nursing Flock Metaphor and after it is
implemented. Although the survey questions may vary in wording from year to year, the
basis of the questions is similar enough to be able to compare the scores of previous

years. Using the Al1 Staff Satisfaction Surveys would provide a benchmark on how staff
perceive their work environment from past years. However, one problem in obtaining the
results would be having a delay in receiving the data as the survey is conducted every
other year. In addition, the reliability of the

All Staff Satisfaction Survey has been

increased by providing an email defining terms and how they refer to corresponding

leadership team or work environment.
The Radiology Department evaluated change through the

All Staff Satisfaction

Survey after implementing the Engagement Sessions. The Engagement Sessions
mentioned in Chapter Three showed improvement in the

All Staff Satisfaction Survey

scores when compared to the previous year's survey. The Likert scale was used to
evaluate these topics for how staff agreed or disagreed with descriptions being true to the
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work environment. ln2013, the survey inquired about teamwork and in 2015 it asked
about discretionary effort or the level of effort one is bringing to a task. The resulting
score of these topics increased l27o

from20l3 to 2015. V/hile, the overall satisfaction of

the department increased by l27o as well. The engagement of the department was rated
at a I57o increase from 2013 to 2015. Even though the

All Staff Satisfaction Survey

results increased in favorable answers from 2013 to 2015, there is room for further

improvement. The Nursing Flock Metaphor could improve these scores as a goal for the
2017 All Staff Satisfaction Survey results.
To summarize, using data collected from numerous sources provides ways of
evaluating the change in perceptions of the work environment. The preþost survey for
evaluating the Nursing Flock Metaphor will provide direct feedback on the metaphor as

well

as reveal

how staff view the work environment. Although the Nursing Flock

Metaphor focuses heavily on the AACN Healthy Work Environment Standards and
Magnet essentials another component that has influenced the development of the
metaphor is incorporating support from a nursing theory.

Theoretical Framework
'When
a healthy

like

a

considering which nursing theory would best support the noteworthiness of

work environment, Martha Rogers' Theory of Unitary Human Beings seemed

natural f,rt. Martha Rogers' Theory of Unitary Human Beings integrates humans

and their environment as energy fields (George,

2002). Energy is continuously

transferred thus affecting the environment and human. Work environments have

different energies based on individuals in the worþlace. For example, coworkers can
affect the work environment in positive or negative ways based on work ethic practices
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and personalities. These high and low-frequency energies can have an effect on nurses

working in the environment. Rogers' Theory of Unitary Human Beings provides support
for the nurse's relationship with their surroundings as exemplified by energy fields
uniting nurses and environment, frequency wave patterns, and integrality. Further
discussion on the Nursing Flock Metaphor project will continue with a personal

reflection.
Personal Reflection
The process of creating the Nursing Flock Metaphor project came from several
months of observation and personal reflection on which aspects of the work environment
needed improvement. This project was developed based on staff feedback over the last 2
years while working in the Radiology Department. The need for providing a method to

improve communication, collaboration, and authentic leadership among nurses is
stronger than ever as there continues to be problems with direct communication.
Observing the staff interact with one another provided insights of the work environment.

However, a focus group would have provided detailed insight to how the nurses feel
about the worþlace and aspects of the AACN standards. When reflecting on the process

of collecting information from coworkers, the opportunities to discuss the project were
not as numerous as anticipated.
Through personal experiences of working in the Radiology Department, this
author has witnessed Engagement Sessions that were aimed at improving the work

environment. One focus of the sessions was to create respectful and trusting relationships

with others. Although these sessions provided excellent information, not all staff were
present, and there was not adequate follow-up to keep the momentum going.
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As this project developed it became clear a method was needed for maintaining
and supporting steps towards a healthy work environment.

A common theme of

appointing experts of topics like Magnet Champion or Wellness Champion provided an
idea for a Healthy Work Environment Champion. The Healthy Work Environment

Champion would be an expert about the Nursing Flock Metaphor as well as AACN
standards and Magnet essentials. The champion would provide information to staff in the

form of email updates and reminders on working towards

a

healthy work environment.

When motivation is required to improve the work environment the champion could

provide guidance to move towards the concepts in the Nursing Flock Metaphor such

as

communication and collaboration.
When reflecting with coworkers about the current work environment, there were
many insights revealed. Over the years, nursing practice in the Radiology Department
has evolved to redistributing responsibilities to specialized technologists. For example,

nurses used to be staffed on each

MRI machine to give patients contrast media injections.

The practice has been phased out as radiology technologists are now able to inject
contrast into peripheral intravenous catheters. Nurses are now only needed in the MRI
exam room for specialized line injections or emergencies. Through the restructuring

of

nursing and allied health staff tasks and responsibilities, the relationship of nurses and

radiology technologists has deteriorated. Furthermore, this restructuring of roles has in
fact distanced the nurses from practice and knowledge of CT and MRI scans; for
example, knowing how many minutes an MRI takes or what position the patient will be

lying in is no longer common knowledge to many nurses. This lack of knowledge adds
stress to the nurses' relationships

with the radiology technologists and

as a result,

lack of
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confidence. The fear of a new nurse's lack of knowledge and practice can lead to
radiology technologists not trusting novice nurses. In addition, asking the radiology
technologist questions about the exams numerous times can disrupt the scanning of

patients. The underlying assumption is radiology technologist do not want to be bothered
when concentrating on scanning a patient. The lack of knowledge of MRI scans from the
practice creatqs a barrier between the nurses and radiology technologists.

As

a

result of this relationship dynamic between radiology technologists and

nurses, there is an informal hierarchy that has developed in the Radiology Department in
the CT and

MRI areas. This hierarchy relates to the separation of the CT and MRI

practice as well as the lack of knowledge nurses have regarding scanning details. The

radiologists are at the top, then the radiology technologists, and then radiology nursing
described by nursing

as

staff. The variety of roles, tasks, and responsibilities in the

Radiology Department all contributes to caring for the patient. Everyone should
acknowledge and appreciate the complementary roles provided by each member.
However, the current trend in nursing practice, now, lacks knowledge of the big picture
about CT and

MRI scans. Radiology is a broad practice place with numerous and varied

tests that provides diagnostic testing for unique patients. Nurses trust the radiologists and

radiology technologists to provide information to prepare the patients for the exam.
When clarification is needed about orders, it can be stressful to know who to inquire.
Part of what makes nursing an appealing profession is autonomy in one's practice. V/ith

this perceived hierarchy in place, nurses lose confidence in their ability to work
autonomously resulting in stress, which contributes to an unhealthy work environment.
Therefore, the focus of change needs to be a team approach that includes education of
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each other's roles as well as ways to collaborate for patient care. The Nursing Flock

Metaphor provides a visual of a team moving together that can offer a guide for

improving communication among staff. The team stays together and travels farther as a

result. The Radiology Department would benefit from working together and therefore,
could travel farther together to provide care that is patient focused.
The vision of the metaphor was developed through the process of observation,
literature reviews, and networking. Observing work environments in the Radiology
Department inspired seeking a new way to improve the work environment. Discovering
the

AACN Healthy Work Environment Standards and Magnet essentials, provided a

foundation for this project. Networking with numerous leadership in the Radiology
Department assisted with developing themes along with inspiration for a flock of geese as
a metaphor

for

a healthy

work environment. This project idea was refined over time and

developed into the Nursing Flock Metaphor. It is evident, through literature reviews,

how essential communication, collaboration, and authentic leadership is in a healthy
work environment. Communication is important for staff safety as well as patient's
safety. The Nursing Flock Metaphor has broadened this author's understanding of
communication, collaboration, and authentic leadership.
SummarY
Evaluating how the Nursing Flock Metaphor affects the nurse's work
environment, communication, collaboration, and authentic leadership will provide
valuable information for continuing implementation. Utilizing survey results from the

All Staff Satisfaction Survey

and the NDNQI survey could provide quality data on the

work environment and the affect the Nursing Flock Metaphor has on the results. The
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Nursing Flock Metaphor incorporates theoretical concepts from Rogers' Theory of
Unitary Human Beings and reveals the connection of energies between the nurse and
environment. The Radiology Department is a complex practice place and continues to
grow and change as a place for nurses to practice. The Nursing Flock Metaphor has
much potential in improving communication, collaboration, and authentic leadership
among the nurses of the Radiology Department. Chapter Five will further discuss how
the Nursing Flock Metaphor can be shared with other groups and impact future practice

projects. Expanding the use of the Nursing Flock Metaphor to allied health staff could
improve the work environment of additional roles in the Radiology Department.
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Chapter Five: Conclusion and Recommendations
Nursing can be a challenging career with obstacles such as frequent policy and
procedure changes, that require one to remain competent in a variety of nursing skills

from year to year. As mentioned previously in Chapter Two, nurses need to be proficient
in communication skills as well as clinical skills. Communication skills assist when
working in environments where collaboration is needed to provide safe patient care. In
addition, 90Vo of AACN (2005) members agreed collaboration is an important part of
creating a healthy work environment. The Nursing Flock Metaphor will guide nurses to
actualize a healthy work environment through examples of communication,

collaboration, and leadership, as supported by nursing theory and the AACN standards

well

as Magnet essentials.

as

This chapter will focus on how the Nursing Flock Metaphor

could be utilized for other groups, influence future projects, and impact advancing
nursing practice.

Future Projects
The Nursing Flock Metaphor was created with the intention of broadening the
metaphor to other staff in the Radiology Department as well as other units in the hospital.

After implementing the Nursing Flock Metaphor in the Radiology Department at alarge
Midwest healthcare system, the Nursing Flock Metaphor could be extended to include the

clinical assistants and radiology technologists. The goal of the metaphor would continue
to engage others to work together as a team as a result the metaphor would modify to the

Radiology Flock Metaphor. The goal of implementing the Radiology Flock Metaphor
would be to increase the communication and collaboration among different groups in the
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Radiology Department when providing patient care. It is hoped that the outcome would
result in a healthy work environment among the groups.
The Radiology Flock Metaphor could lead to communication projects and
exercises to improve communication between the different healthcare roles. One Friday
a month there

is a staff meeting where these communication activities could take place.

For example, discussing how to approach staff members about workflow issues and how
to better communicate to encourage collaboration; specifically, communicating when
patients are ready to be scanned, needs to be communicated accurately. Especially for

MRI

scans, that take

forty minutes or more, the technologist needs to know when each

patient is prepared for the exam. \ü/orking from a template created by a group leader,
groups could be formed that include a variety of different healthcare positions from the

Radiology Department. Role playing would assist participants in working through
various scenarios that may occur in practice. By having the time to role play and discuss
the outcomes, coÍtmunication could be improved among staff members. Aspects of the

Radiology Flock Metaphor could be used to examine the importance of working towards
a

coÍìmon goal of

a healthy

work environment.

Historically, nurses have been arare commodity in radiology departments.
Nurses have been incorporated into the Radiology Department more so over the last 10
years with roles that keep expanding. As the Radiology Department's practice continues

to expand and grow the role of nurses will continue to change. Nurses continue to adapt
to change, learn new skills, and utilize resources such as clinical nurse specialists and
nurse education specialists to care for patients. One detail that has changed the direction

of leadership is nurses being employed under the Department of Nursing. The nurses
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working in the Radiology Department used to work under the Radiology Department, but
transitioned to working under the Department of Nursing about 10 years ago. The

Radiology Department is physician led, while the Nursing Department is operated by
nurse administrators. Evaluating the right job for the right person in the Radiology

Department brought changes to the nurse and radiology technologists roles. For example,
the main purpose of a radiology nurses is to start peripheral intravenous catheters for the

administration of contrast, assess patient is safe to proceed with exam and respond to
emergencies. When nurses started in the Radiology Department they were located near
each machine to inject the contrast for the patient's exam. As practice changes occurred
the nurses transitioned away from injecting contrast media and radiology technologists

injected contrast after the patient was assessed by nursing. With the practice expanding
and roles being evaluated, nurses need to assess how to best

(P. Smith, personal communication,

utilize their scope of practice

April 7,2016). V/ith guidance from the Nursing

Flock Metaphor nurses could collaborate with radiology staff to find a way to further
advance the nursing practice within the Radiology Department.

Implications for Advancing Nursing Practice
Nurses working in today's fast-paced healthcare field need to be able to work in a

multidisciplinary setting in order to care for patients' needs. Techniques for teaching
collaboration in nursing education have traditionally been viewed in a hierarchal manner.
Nurses are taught to carry out physician's orders without much questioning. Based on
recent research on interprofessional work, the

\ilorld Health Organization is encouraging

the use of interprofessional education activities in undergraduate programs (Wilhelmsson,
Svensson, Timpka,

& Faresjo, 2013). With

a

variety of advanced specialties in the
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healthcare field professionals are unable to be knowledgeable of everything in the bigger

picture, which highlights the importance of collaborating with coworkers to care for

patients. As explained by \üilhelmsson et al. (2013) actors in a play do not rehearse
separately and then come together for the first time on opening night, the actors rehearse

together for the production. The same metaphor could apply to interprofessional

collaboration being taught in undergraduate programs and/or residencies. Physicians,
nurses, and allied health staff should have the opportunity to practice collaboration skills

before beginning one's career.

Nursing practice regarding communication and collaboration could be advanced

with interprofessional education provided by an opportunity to practice in a simulation

lab. Billett (2014) discussed the need for healthcare workers to have time to practice,
rehearse, and be guided by an expert in order to obtain successful

professionals with a variety of skill levels

will

skills. Having

assist nurses with rehearsing different

scenarios and outcomes. For example, in the Radiology Department patients can have

unexpected contrast reactions during an exam. During an emergency staff are needed to
respond quickly and collaborate on how to assist the patient. Ifthe patient needs
medications to recover from the reaction or a code needs to be called, coworkers need to
collaborate to provide care efficiently. Providing opportunities for radiology staff to
rehearse contrast reactions and mock codes with interprofessional staff could provide

confidence during real time situations.
The Nursing Flock Metaphor could advance nursing practice by providing a
conìmon vision for nurses. As explained in the metaphor, nurses can accomplish more

together. With nurses working towards shared goals, practice could be advanced.
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\ù/orking on refining communication skills and practice can advance nurses abilities to
collaborate with healthcare staff. Nurses could use ideas from the Nursing Flock
Metaphor to develop communication strategies to use in the Radiology Department.
Everyday there are new opportunities to advance the practice of nursing by working
together and continuing to learn.

Summary
Healthy work environments have been evaluated and studied for decades in the
context of healthcare. Through research and publications, the AACN created six
standards for a healthy work environment. The ANCC combined values from the healthy

work environments and created Magnet essentials (ANCC, 2015). Magnet status attracts
and retains nurses to hospitals along

with providing healthy work environments. The

benefits of having a healthy work environment in a radiology department affects nurses,
patients, and healthcare workers. Feeling welcome and comfortable at work provides an
environment for excellent patient care to take place.

Martha Rogers' Theory of Unitary Human Beings helps to support the connection
between environment and human relationships (George, 2002). Rogers' description of
energy fields being free flowing without boundaries, illustrates the energy of nurses and
nurses being affected by their surrounding environment. Pandimensionality challenges
one to think of the world beyond the typical three dimensions. The free flowing energy

fields are present in the environment and are recognized as pandimensional. Hence, the
nursing environment has energy that is exchanged with the nurse and is free flowing
between the

two.

These theoretical tenants explained by Rogers' support the Nursing
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Flock Metaphor just as the review of the literature has supported the importance of a
healthy work environment.
The literature supporting healthy work environments heavily focus on the AACN
standards and Magnet essentials. Communication, collaboration, and authentic

leadership were major themes revealed in the literature. The literature showed a need for
increasing communication in nursing, especially among managers. Collaboration in
Magnet hospitals was reported favorably compared to hospitals without Magnet status.
Survey scores evaluating leadership's support for a healthy work environment and

implementing the AACN standards into the worþlace was less than307o. The available
literature provided insights to further study and create practice changes on improving the

work environment.
The Nursing Flock Metaphor provides a way to explain the importance of a
healthy work environment. The geese in this Metaphor support each other, communicate,
and rotate leaders, and as a result travel farther together; these same lessons translate to

nursing practice. The theoretical concepts ofenergy, resonancy, and integrality

compliment with themes of communication, collaboration, and authentic leadership to
form the Nursing Flock Metaphor. The sharing of the Nursing Flock Metaphor and
importance of a healthy work environment will help nurses become successful in the

Radiology Department.
Providing a formal way to evaluate the success of the Nursing Flock Metaphor is
an important part of knowing what influences the Metaphor has on practice in the

Radiology Department. The Nursing Flock Metaphor will be assessed by a quantitative
survey to evaluate the nurse's perception of the work environment. Based on the survey
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results, further changes can be made to help improve the work environment. The goal of
the Nursing Flock Metaphor is to provide a visual concept to offer guidance needed to
enhance the work environment.

The Nursing Flock Metaphor was created with the intention to expand the use to
other areas of the Radiology Department. Communication between allied health staff can

improve through group exercises and opportunities for practice. In addition, mock codes
and contrast reaction scenarios can provide interprofessional collaboration exercises.

Transformational leaders using the Nursing Flock Metaphor can provide a chance for
staff nurses to lead a project and develop leadership skills by rotating leaders. The

Nursing Flock Metaphor provides a guide to lead nurses in the Radiology Department
toward a healthy work environment as well as representing the importance of working
together to accomplish a common goal. The goal is to provide safe, non-fragmented care,
where nurses and all staff are supportive and work as a team.
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Appendix A

Comparing Forces of Magnetism and Healthy Work Environment Standards

Quality of Nursing Leadership

Authentic Leadership

"Nursing leaders, at all

"Nurse leaders must fully embrace the

organizational levels, convey a

imperative of a healthy work

strong sense of advocacy and

environment, authentically live it and

support for the staff and for the

engage others in its achievement."

patient."

Organizational Structure

Effective Decision Making

"strong nursing representation is

"Nurses must be valued and committed

evident in the organizational

partners in making policy, directing and

committee structure."

evaluating clinical care and leading
organizational operations.

"

Management Style

Authentic Leadership

"Feedback is encouraged, valued

Effective Communication

and incorporated from the staff at

all levels. Nurses serving in
leadership positions are visible,
accessible and committed to

effective communication.

"

DEVELOPING A HEALTHY WORK ENVIRONMENT

Comparing Forces of Magnetism and Healthy Work Environment Standards
Continued
Personnel Policies and Programs Appropriate staffing
"Creative and flexible staffing

"Staffing must ensure the effective

models that support a safe and

match between patient needs and nurse

healthy work environment are used.

competencies."

Personnel policies are created with

direct care nurse involvement."

Autonomy

Effective decision making

"Autonomous nursing care is the

Appropriate Staffing

ability of

a nurse

to assess and

provide nursing actions

as

appropriate for patient care based
on competence, professional
expertise and knowledge."

Image of Nursing

Meaningful recognition

"The services provided by nurses

"Nurses must be recognized and must

are characteized as essential by

recognize others for the value each

other members of the health care

brings to the work of the organization."

team."

Interdisciplinary Relationships

True Collaboration

"Collaborative working

"Nurses must be relentless in pursuing

relationships within and among the

and fostering true collaboration."

disciplines are valued."
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Retrieved from
www.nursecredentialing.org/I\tlagnelProgramOverviewÆIistoryoftheMagnetProgramÆor
cesofMagnetism. Forces of Magnetism is a registered copyright of the American Nurses

Credentialing Center. All rights reserved. Reproduced with permission from the
American Nurses Credentialing Center.
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Appendix B

Magnet Recognition Program@ - Magnet@ Model

@American Nurses Credentialing Center.

American Nurses Credentialing Center.

All rights reserved. Reproduced with the permission of

the
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Appendix C

AACN Healthy'Work Environment Standards Model
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American Association of Critical-Care Nurses. AACN Standards for Establishing and Sustaining Healthy
Vy'ork Environments: A Journey to Excellence [Online Image]. @2005 Retrieved from

htç://www.aacn.org/wd/hwe/docs/hwestandards.pdf. American Association of Critical-Care Nurses. Used

with permission.
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Appendix D
Healthy Work Environment Survey

1.

How do the people in your work environment support you to provide good
nursing care?

2.

How are you kept informed about changes or events in your work
environment?

3. What characterizes

your communication with the people who supervise your

work?

4.

What barriers do you perceive in your work environment that make it difficult

for you to provide good nursing care?

5.

How are problems addressed within your work environment?

6. V/hat one thing would you change about yourself to improve your work
environment?

7.

What other things are important for a healthy work environment, but weren't
asked?

Adapted from: Blosky, M. 4., & Spegman, A. (2015). Communication and a healthy

work environment. Nursing Management, 32-38.

doi:

1

0. 1097/0

LNUM4.0000465398.6704 1.58
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Appendix E
PreÆost Evaluation for Nursing Flock Metaphor Assessment:

Circle the number that best represents your agreement with the following statements:
Responsekey:

1- Stronglydisagree2

=disagree 3 =Agree4 = StronglyAgree

1) I understand the American Association of Critical-Care
'Work

Nurses (AACN) Healthy

Environment Standards.

r234
2) I understand the AACN Healthy

Work Environment Standards of communication,

collaboration, and authentic leadership are important to improving the workplace.

1234
3)

I understand Martha Rogers' Theory of Unitary Human Beings.

t234
4)

My work environment is healthy.

1234
5)

What does a healthy work environment mean to you?

6) Please list recommendations

to improve the work environment:
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Appendix F

AACN Healthy Work Environment Assessment Questions

1.

Administrators, nurse managers, physicians, nurses and other staff maintain
frequent communication to prevent each other from being surprised or caught off
guard by decisions.

Strongly Agre e-Agre

2.

e-

-N eutral-Dis agre

e-

-

Strongly Disagree

Administrators, nurse managers, and physicians involve nurses and other staff to
an appropriate degree when making important decisions.

Strongly Agree-Agree - -N eutral-Disag

3. Administrators

re

e--

Strongly Disag ree

and nurse managers work with nurses and other staff to make sure

there are enough staff to maintain patient safety.

Strongly Agree-Agre

4.

e-

-N eutral-Dis agre

e--

Strongly Disagree

The formal reward and recognition systems work to make nurses and other staff
feel valued.
Strongly Agre e-Agree - -N eutral-Dis agre

5.

e--

Strongly Disagree

Most nurses and other staff here have a positive relationship with their nurse
leaders (managers, directors, advanced practice nurses, etc.).

Strongly Agree-Agre

6.

e-

-N eutral-Dis agree

--

Strongly Disagre e

Administrators, nurse managers, physicians, nurses, and other staff make sure
their actions match their works they "walk their talk."
Strongly Agre e-Agre

e-

-N eutral-Dis

a

gre

e--

Strongly Disagre e
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AACN Healthy'Work Environment Assessment Questions
(Continued)
7

.

Administrators, nurse managers, physicians, nurses, and other staff are consistent
in their use of data-driven, logical decision-making processes to make sure their
decisions are the highest quality.
Strongly Agre e-Agre

8.

e-

-N eutral-Dis agre

e--

Strongly Disagre e

Administrators and nurse managers make sure there is the right mix of nurses and
other staff to ensure optimal outcomes.
Strongly Agre e-Agre

9.

e-

-N eutral-Dis agre

e- - Stron

gly Disag ree

Administrators, nurse managers, physicians, nurses, and other staff speak up and
let people know when they've done a good job.
Strongly Agre e-Agre

e-

-N eutral-Dis agree

--

Strongly Dis agree

10. Nurses and other staff feel able to influence the policies, procedures, and

bureaucracy around them.
Strongly Agre e-A gre
11. The

e-

-N eutral-Dis agree

--

Strongly Disagree

right departments, professions, and groups are involved in important

decisions.
Stron gly A gre

e-Agre

e-

-N eutral-Dis agre

e-

-

Strongly Disagre e

12. Support services are provided at a level that allows nurses and other staff to spend

time on the priorities and requirements of patient and family care.
Strongly Agre e-Agre

e-

-N eutral-Dis ag re e - - Strongly Disagre e
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AACN Healthy'Work Environment Assessment Questions
(Continued)
13. Nurse leaders (managers, directors, advanced practice nurses, etc.) demonstrate an

understanding of the requirements and dynamics at the point of care, and use this
knowledge to work for a healthy work environment.
Strongly Agre e-Agre

e-

-N eutral-Dis agre

e--S

trongly Disa gree

14. Administrators, nurse managers, physicians, nurses, and other staff have zero-

tolerance for disrespect and abuse. If they see or hear someone being
disrespectful, they hold them accountable regardless of the person's role or

position.
St

rongly Ag

re

e-Agree - N eutral-Dis agre e - - Strongly Disagree
-

15. When administrators, nurse managers, and physicians speak

with nurses and other

staff, it's not one-way communication or order giving. Instead, they seek input
and use

it to

shape decisions.

Stron gly A g re e-A

g

r e e - - N eut

ral-D

isa g

r e e - - S t r on g

ly D i s ag r e e

16. Administrators nurse managers, physicians, nurses, and other staff are careful to

consider the patient's and family's perspectives whenever they are making

important decisions.
Stron gly Agre

e-Agre

e-

-N eutral-D isag ree

--

Strongly Disag ree

17. There are motivating opportunities for personal growth, development, and

advancement.

Strongly Ag

re

e-Ag

ree

--

N eutral-D isag ree - - Strongly Disagree
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AACN Healthy V/ork Environment Assessment Questions
(Continued)
18. Nurse leaders (managers, directors, advanced practice nurses, etc.) are given the
access and authority required to play a role

in making key decisions.

Strongly Agree-Agree - -N eutral-Dis agree- - Strongly Disagree

Adapted from American Association of Critical-Care Nurses. (2016). Assessment
Questions. Retrieved from
http //www. aacn. org/DM/HWE/HWEViewQuestions. aspx ?menu=HV/E
:

